There has been an increased use of employee involvement and participation mechanisms in corporate decision making in the 1990s. These are often initiated by management as a means of harnessing employee expertise in decisions to introduce new technologies and to gain employee cooperation in substantial corporate restructuring and changes to work practices which have been introduced to improve the competitiveness of these organisations in global markets. It has been suggested that managers have a preference for direct negotiations with employees rather than representational consultative mechanisms, which often involving union representatives, when negotiating organisational change. Australia has had a relatively low use of formal consultative mechanism. This may be a means of avoiding involving unions in these decisions, which are considered an area of managerial prerogative.
This paper analyses the patterns of employee involvement in organisational change decisions using data from the 1995 Australian Workplace Industrial Relations Survey and a parallel survey conducted in the Illawarra Region of NSW in 1996. The initial results suggested that, while both areas had a higher incidence of direct over representational procedures, this was stronger in the Illawarra region than for Australia as a whole. This may be a reaction to the militant reputation of unions in that region. However, there was no evidence from the Illawarra survey that workplaces with delegates had less organisational change or that local union delegates or officials had more negative attitude to organisational change than employees directly affected by these changes.
A further analysis of the consultative procedures associated with each of four types of organisational change was conducted using Probit regression analysis. These results indicated that while direct consultation procedures were used more often, representational procedures and discussions with union delegates or officials had a stronger, positive association with the introduction of organisational change. The relationship between consultation and participation and organisational change was stronger in Australia than for the Illawarra. The Illawarra results, however, did not provide any evidence that union activity had retarded reform in that region.
INTRODUCTION
Participation has been defined as "a process which allows employees to exert some influence over their work and the conditions under which they work" (Heller, et al. 1998, p.15) , or alternatively "a process in which influence on decision making is shared between hierarchical superiors and their subordinates" (Wagner and Gooding 1987 quoted in Heller, et al. 1998, p.67) . These two definitions encompass a broad range of activities through which employees can affect decision making, from consultative or communication (employee involvement) mechanisms where individual workers' input is asked for and considered by managers who retain responsibility for the final decision, to participation mechanisms involving representative structures where workers are major parties to these decisions (Hyman & Mason 1995) .
It is commonly argued that the renewed interest in employee participation in decision-making apparent in management and industrial relations literature is part of a number of corporate organisational changes being trialed by firms in response to increasing competitive pressures arising in international markets during the 1990s . As firms seek to 'globalise' their activities, they encounter competitive and uncertain market conditions. Competitive success depends upon their capacity to improve product quality and productivity within severe, market imposed cost constraints which place a premium on organisational flexibility to respond quickly to market change and on the capacity to develop and implement new technologies as a major competitive asset. At the human resources function, firms have rapidly and simultaneously reduced their work forces and radically changed their skills profile while attempting to retain scarce highly skilled personnel (Hyman & Mason 1995 , US Dept. of Labor 1995 .
Thus, parallel with the movement into international competition, firms introduce a range of organisational changes involving new process technologies (machinery, plant and equipment), new office technology and information systems, reorganisation of corporate structures and changes to work practices and the organisation of work at the 'shop floor' level. Such changes often involve radical challenges to traditional job classifications and practices and to command relationships between different levels and functions in the organisational hierarchy. The older mechanised, mass production, hierarchical systems often reduced opportunities for participation and emphasised conflict and adversarial industrial relations. However, the introduction of computer-controlled production and information-based business systems has led to the development of team-based work forces and reliance on workers' expertise when introducing technological change. Employees' cooperation with the introduction of these changes is needed if the transaction is to occur smoothly and the full efficiency benefits of these considerable investments is to be appropriated. Managers now seek practices which will reduce the degree of conflict in labour relations and provide alternatives to these traditional adversarial attitudes (Heller, et al. 1998) .
In this paper, the usage of different participative mechanisms associated with the introduction of corporate organisational change is analysed using data from the 1995 Australian Workplace Industrial Relations Survey and a similar survey undertaken in 1996 within the Illawarra Region, south of Sydney, NSW. The extent to which direct versus representative procedures are associated with each type of organisational change is analysed for all workplaces in these surveys. The involvement of union representatives in organisational change is also analysed. This analysis highlights variations in the patterns of participation at the local level, compared with the national average. It is hypothesised that these local variations reflect the particular industrial relations culture of this region. The Illawarra is a traditional heavy industrialised area with a history of strong and relatively militant unionism. The level of disputation has declined substantially in recent years. However, the reputation has remained, particularly among the local business community. As a consequence, local managers appear to have a much stronger preference for direct participation mechanisms than the Australian average, although there is no obvious evidence of obstructionism by local union officials and delegates.
EMPLOYEE INVOLVEMENT AND PARTICIPATION MECHANISMS
While international economic changes create an opportunity to introduce a wider variety of participation mechanisms, the actual form which these practices take is very much influenced by the political environment in which each firm participates. European companies operate in an environment which emphasises the rights of employee participation and the use of formal consultative mechanisms such as works councils. In the U.K. and the U.S.A., unitarist philosophies have emphasised the prerogatives of managers in the control of organisational change and this has increased their capacity to introduce more individualistic types of consultative mechanisms. Thus, the emphasis has been on direct communications with workers rather than representative committees in these countries (Poole & Mansfield 1993 , Hyman & Mason 1995 .
Regardless of the political environment, participation mechanisms are often initiated by management in order to improve that firm's capacity to achieve competitive market standards of quality and price and to respond to market changes under conditions of high uncertainty. Managers can draw upon the willingness and preference of an increasingly educated and skilled work force to participate in decisions which affect their immediate working conditions. This raises the issue of whether the renewed interest in participation involves a deliberate attempt in some management cultures to by-pass union representatives when negotiating organisational change (US Dept. of Labour 1995).
Union attitudes towards participation in consultative working arrangements vary across countries and through time. Unions in 'anglo' countries were originally hostile to such processes seeing them as a potential threat to hard-won improvements in conditions obtained through adversarial negotiation procedures and to their rights to represent workers on industrial matters. However unions in many western European countries have a long history of cooperation with 'corporatist' participation mechanisms, and particularly works councils.
Unions throughout the world have become more willing to participate in joint labourmanagment processes as economic conditions make organisational change imperative for the survival of many firms and the very jobs of their members.
While participation is sometimes seen as an alternative to unionism, the two are often complementary. Union support is usually dependent upon union representatives being involved in these processes, and employee participation is most effective in union settings when there is a generally cooperative environment between labour and management. Participative mechanisms survive longer in unionised workplaces while participation tends to have positive outcomes for workers' attitudes towards unionism. However unions' capacity to control participation processes depend on both the strength of the legislative requirements for consultation within a country and the resources available to and competence of local branches responsible for conducting the regular activities. Germany is a prime example where a mutually advantageous relationship between unions and other participative mechanisms have developed (Drago 1988 , Eaton 1990 , US Dept. of Labor 1995 , Allen & Norman 1996 .
The various types of mechanisms used to involve employees in corporate decision-making are summarised in Figure 1 . When analysing the extent of employee involvement and participation in organisational change, it is useful to divide decision-making into two broad categories.
(a) Technical decisions on the introduction of new technologies, product development and work organisation issues. These types of decisions benefit from the expertise of workers directly involved in the work process. Technical issues may no longer be regarded as a priority by unions when only incremental changes are involved and thus more informal participative processes with individual workers will be used. However union involvement in the work-team approach to implementing technical change can have beneficial effects. Case studies have documented situations where, after initial opposition, the involvement of workers and union representatives can produce better outcomes than the original proposal by management (Levie & Sandberg 1991) .
(b) Interest decisions which affect pay, conditions, power-sharing (ie workplace restructuring) and changes to work practices (which often follow technical changes). These affect the more traditional adversarial aspects of industrial relations including the sharing of productivity gains between workers and shareholders, changes to job classifications and pay relativities and challenges to managerial prerogatives in decision-making. These are major areas of concern to unions and tend to involve formal, representative mechanisms (Heller et al 1998) .
The intensity of participation will also vary with the managerial philosophy of the firm and the industrial relations environment in which it operates (Gill 1993) . In more authoritarian firms it may consist of downward communications only (newsletters, memos). Other firms will place a higher emphasis on direct participation involving two-way communication flows aimed at harnessing the expertise of their employees. A third category of firms may choose to emphasise representative participation as a means of providing a collective voice to their workers in order to counteract or stall union influence, or even from a genuine belief in industrial democracy. Others may institute an elaborate system of participation in order to achieve better decision-making and improved corporate flexibility (Sako 1998) . As well as the motivation factor, the intensity of participation is affected by the number of mechanisms used in each firm. This can vary from one practice only to four or more in committed firms, while a minority will use no participation mechanisms at all (US Dept. of Labor 1995).
All these factors influence the types of mechanisms used for different types of organisational change and the extent to which they will have a positive or negative influence on the implementation of that change. They suggest that a complex pattern of employee involvement and mix of direct and indirect mechanisms will be found within countries and that the pattern will vary significantly under different economic conditions and political regimes. Further, it might be expected that these patterns could also vary within countries if their industrial relations systems have significant regional features. Finally, it must be recognised that participation is a means to an end. Direct correlations between increased participation and improved productivity are rare. Rather participation is seen as part of a package of workplace reforms which together provide firms with the capacity to compete effectively in international markets and is most effective when conducted in an atmosphere of trust.
THE AUSTRALIAN PARTICIPATION ENVIRONMENT
Overall the level of participation by employees in decision making in Australian firms, the subject matter of this paper, tends to be relatively low by international standards (Mitchell et al 1997) . The Australian industrial relations system has historically resembled that of the U.K. with centralised industrial unions and relatively adversarial negotiations, although the pivotal role of arbitration tribunals and a federalist institutional structure added unique local characteristics from an early stage. In the mid 1980s the then Labor Government began the process of industrial relations reform and in 1986 a policy discussion paper, Industrial Democracy and Employee Participation, was released. This paper argued strongly in favour of greater employee involvement in workplace decision making. This new direction was formulated through the Accord process and negotiated as trade-offs at a time when Australian firms, particularly in manufacturing, were facing severe economic problems and forced to undertake major technological and organisational changes in response to international competitive pressures. However, evidence from the time period up to the early 1990s indicated "that employee participation practices were rather thinly scattered across Australian workplaces, usually management dominated, and often short-lived in practice" (Mitchell, et al. 1997, p.200) .
Australia, which once had one of the highest rates of unionism in the world, experienced a rapid decline in union coverage of workplaces during the 1980s and 1990s as its manufacturing sectors, the traditional strength of industrial unionism, increasingly felt the effects of international competition and technological change and their relative significance as an employer of labour declined rapidly. Union organisations responded by promoting a program of amalgamations but failed to attract membership in the rapidly expanding private service industries. Business organisations sponsored a move away from a centralised conciliation and arbitration tribunal system towards enterprise level bargaining with industry 'awards' defining most wages and conditions. Provisions were introduced into the Industrial Relations Act 1988 and subsequent amendments to promote employee involvement. Legislative changes including the Workplace Relations Act (1996) reduced the significance of award pay rates and conditions for the majority of workers and allowed for individual as well as collective agreements. Within this process, most managers strongly resisted any challenges to their prerogatives. Dunphy and Stace (1990) argue that the dominant strategy in Australian business has been to introduce organisational change through "dictatorial transformation or large scale change achieved by coercive means" which resulted in significant reductions in employees and levels of management in the 1980s rather than using participative or evolutionary strategies (Lansbury 1991) . However some early successes in the development of consultative procedures for technological change were achieved such as the Telecom Consultative Council of 1975 and the Public Service Association of NSW Technological Change Agreement of 1983 (Markey 1987) .
The Australian union movement has strongly embraced the movement towards enterprise bargaining and has attempted to influence workplace changes by inserting 'managing change' clauses in these agreements which committed employers to on-going consultation prior to the introduction of technological or organisational changes and to negotiate any consequent redundancies. This change of attitude was influenced by European approaches to industrial relations and industrial development, particularly those observed by union delegations to Sweden in the early 1980s. However, Australian unions have had difficulty in influencing workplace change decisions. This is due to a lack of experience in negotiating technological change compared with the traditional areas of wages, working hours and employment conditions, the nature of that decision making process which usually involved centralised planning and financial systems which control the nature of information provided to unions, and the centralised organisational structure of unions which leaves union representation at the company or plant level under resourced (Deery 1989 ).
Organisational change negotiations in larger unionised workplaces have increasingly involved the establishment of "Joint Consultative Committees which bring together management and employees, usually union representatives, to discuss and agree on a wide area of the enterprises activities [including] new technologies, the strategic business plan, the training program, the quality of raw materials, work design, the reaction of customers to the product or service, morale of the work force and so on" (Ogden 1991) . Despite this legislative support, only 62% of certified enterprise bargaining agreements and 59% of enterprise flexibility agreements had established consultative committees in 1994/95 with other certified agreements utilising more informal means of consultation. Of the flexibility agreements, only 19% had three or more types of consultation, 41% had two types and 31% had only one mechanism. The main issues considered by the consultative committees were dispute resolution 39%, technology and other changes 35%, productivity, efficiency, competitiveness, etc 34%, and performance appraisal 26%. Many of these clauses had been modified to provide for consultation with employees rather than unions. Further, 67% of these agreements contained provisions for specific participation by individual employees in workplace decision making (Mitchell, et al. 1997 ).
Nevertheless, there was a substantial increase in the use of formal methods of employee involvement in Australia between 1990 and 1995, which was reflected in the Australian Workplace Industrial Relations Surveys (AWIRS) as shown in Table 1 below. The use of joint consultative committees increased from 14% to 33% of workplaces due to the more widespread use of enterprise bargaining during this period. Employee representatives on boards increased from 7% to 16% while the incidence of task forces or ad hoc committees increased from 25% to 38% of workplaces. This increased use of representative forms of participation occurred across most industry sectors. The only form of individual involvement for which data was available in both time periods, viz quality circles, remained constant at 13% of workplaces. However, other forms of individual involvement were found in a significant proportion of workplaces in 1995. Generally, individual involvement mechanisms were more frequently used than representative methods (Morehead, et al. 1997) . A separate survey of workplace relations in the Illawarra region south of Sydney NSW, the Illawarra Regional Workplace Industrial Relations Survey (IRWIRS), was undertaken in 1996. Comparative results on participation methods are also shown in Table 1 . The regional workplaces had a lower incidence of representative methods of participation than Australia in 1995/96, plus a lower incidence of semi or fully autonomous work groups. However, the use of quality circles were higher in the Illawarra. These results suggest that different patterns of participation may be found in this regional area, an issue which is explored in more detail in latter parts of this paper.
REGIONAL ISSUES IN INDUSTRIAL RELATIONS
Until very recently, research has focused on the industrial effects from the interaction of national industries with international markets, and questions related to intra-national issues have been relatively neglected. However there has been a renewed interest in the question of whether local characteristics play an important role in creating and supporting internationally competitive firms. It is argued that variations in factors such as labour skills, research and training, access to telecommunications infrastructure, adaptation of new technologies and organisational change, etc have been associated with faster rates of growth and innovation in some regions relative to others (Porter 1996 , Cooke 1998 ).
It would be expected that regions where firms have high rates of technological and organisational change would also have high usage of innovative employee involvement and participation mechanisms to facilitate the introduction of these changes and thus assist their evolution into global competitors. One major theme in the industrial relations literature has focused on whether high levels of unionism have inhibited regional development. The significance of labour market factors in the determination of business location has been continually highlighted in location studies. Labour market factors, including labour supply, labour costs, unionisation, training assistance and the overall industrial relations climate, were consistently among the most important location determinants (Vaughan-Whitehead 1992).
Studies of the determinants of location within countries also emphasised the relative importance of labour market factors, particularly for manufacturing firms. The existence of lower labour costs, low levels of unionisation, relatively unregulated economic environments and cooperative community attitudes in the 'sun belt' of the USA were considered to act as major attractors of industry during the 1970s (Craypo and Nissen 1993) . The availability of reasonably priced and highly skilled labour, together with low levels of absenteeism and labour unrest were considered to be significant determinants of location decisions by US multinationals in Europe (Russell-Walling 1993) . By the 1980s, both cost and quality of labour were considered to be important location determinants within the USA and Europe (Glickman and Woodward 1988; Van Liemt 1992; Manders 1995) .
However, there has been a relative absence of such studies in Australian industrial relations research despite a key finding from the Taskforce on Regional Development, 1993, that industrial relations climates associated with high unionism inhibited regional development in industrial regions such as the Illawarra and the Hunter Valley (Sorensen 1998) . Australian industrial regions have often been dominated by one large employer, which has set the industrial relations culture of these areas. 67% of managers in the Latrobe Valley identified regional influences as a major factor influencing organisational culture, which reflected the previous dominance of the SECV on that regional labour market (Wrathall 1996) . Similarly, regional labour markets in the Hunter Valley and the Illawarra have been dominated by BHP. The Latrobe Valley, the Hunter Region and the Illawarra are heavily unionised with past reputations for militancy, although restructuring of their regional economies has greatly reduced disputation in recent years (Alexander, et al. 1996 , Gough & Pullin 1996 , Markey & Wells 1997 .
If, as argued elsewhere, a good industrial relations climate greatly assists the introduction of technological and organisational change, this past history may influence the type of consultation and participation mechanisms used in regions. A study of industrial relations and workplace change in the Latrobe Valley in 1992, which provided regional comparisons with the 1990 AWIRS results, "identified significant and systematic differences which are more likely to have their origins in regional social, economic and historic factors" (Gough & Pullin 1996, p.147) . A similar study in the Hunter Valley undertaken in 1992-93 also supported the supposition that "a range of historical, social, geographical and political features suggest that its industrial relations in general and workplace bargaining in particular may have some distinctive characteristics" (Alexander, et al 1996, p.181) . It could thus be expected that the results from the IRWIRS survey will also show distinctive features in that region's industrial relations patterns reflecting its particular cultural background.
SURVEY RESULTS
In this paper data from the General Management Questionnaire of the 1996 Illawarra Regional Workplace Industrial Relations Survey (IRWIRS) and the 1995 Australian Workplace Industrial Relations Survey (AWIRS) were used to test the relationships between the introduction of organisational change and different types of employee involvement and participation mechanisms. The General Management Questionnaire involved face to face interviews with the most senior manager in that workplace. It asked for information on workplace characteristics, major product or service, workplace performance, management and employee relations and organisational change. 2001 workplaces were covered in AWIRS 95 and 194 workplaces in IRWIRS. Both surveys covered workplaces with 20 or more employees from all industry sectors. In most cases, identical questions were asked in both studies.
Further analysis on these results was undertaken as to whether the incidence of organisational change and the type of involvement and participation mechanisms varied depending on whether workplaces were unionised or not. In this analysis, unionised workshops are defined as those having union delegates in their work forces, as identified by the Union Delegate Questionnaire, rather than simply having union membership. The presence of union delegates is seen as an indicator of active local branch union activity and thus more likely to reflect any impact of unionism on organisational change. The Union Delegate Questionnaire also asked questions on the incidence of organisational change. This provided an opportunity to compare perceptions on organisational change by unions with those of management. 58% of workplaces in the Illawarra had delegates, while 52% of the workplaces in the Australian survey had union delegates (Morehead, et al 1997) .
The extent of organisational change in Australian and Illawarra workplaces between 1994 and 1996 are shown in the following tables. Tables 2 and 3 provide a descriptive analysis of the incidence of organisational change in union and non-union workplaces, using the chi-squares test for significant variations in these results. The relationship between organisational change and employee involvement and participation mechanisms is shown in tables 4 to 7, again using the chi-squares test for significant variations. In these tables the focus is on whether there were clear differences in the observed patterns in the Illawarra data compared with the Australian patterns of involvement in the organisational change decision.
The Incidence of Organisational Change and Union Presence
The types of organisational change introduced in the 1993-1996 period are shown in Table  2 (a), comparing all workplaces in the Illawarra with the Australian average. The pattern of change in the Illawarra was very similar to Australia as a whole. However, the incidence of change was lower, particularly in relation to the introduction of new office technology and workplace restructuring. General managers and union delegates, when asked which of these changes were most significant agreed that reorganisations of workplace structures had the most significant impact on employees (over 40%) followed by changes to the way nonmanagerial work was organised (nature of work) -30% to 35%. Technological change, whether the introduction of new office technology or new plant, machinery and equipment was considered to have less impact on employees -10% to 15%. In his analysis of the inter-relationships between organisational change using the AWIRS 95 data, Rogers 1998, found all these types of organisational change were positively correlated with each other. The strongest correlations were between workplace restructuring and changes to how employees do their work / nature of work (0.344) and between introduction of new office technology and introduction of new plant, machinery and equipment (0.185). A parallel analysis of the IRWIRS data also found positive correlations between all types of organisational change, except for an insignificant negative relationship between introduction of new plant, etc. and workplace restructuring. Again the highest correlation was between workplace restructuring and changes to the nature of work (0.192), although the strength of this inter-relationship was substantially lower than for the Australian data. Significant correlations were also found between the introduction of new office technology with the introduction of new plant, machinery and equipment (0.190) and with changes to the nature of work (0.187). This analysis confirms that the pattern of change in the Illawarra was similar to the Australian pattern but at a lower intensity. Workplace restructuring, in particular, was less significant in this regional environment than for Australia as a whole. The incidence of the introduction of each type of organisational change in workplaces with union delegates and those with no delegates is shown in Table 3 for the Illawarra and for Australia. There were no significant differences in the introduction of change between the two types of workplaces using Chi-square tests in the Illawarra as shown in Table 3 (a). Uniondelegate workplaces had a higher, but not significantly different, incidence of new process technologies and changes to the nature of work but lower incidences of new office technologies and workplace restructuring. Union-delegate workplaces were less likely to have had no changes but again the difference is not significant.
However, as shown in Table 3 (b), significant differences did occur in the Australian data. Workplaces with union delegates were significantly more likely to have undergone a workplace restructure or a change to the organisation of non-managerial work in the past two years than those with no union-delegate presence. These were the two areas identified as having the most impact on employees and the results suggest that a union presence provided a 'voice' to employees concerns on these matters, thus facilitating the introduction of these changes. Workplaces with union-delegates were also significantly less likely to have had no organisational changes compared with non-union workplaces. Dawkins 1992, 1993 , and Drago and Wooden 1992 using the 1990 Australian Workplace Industrial Relations Survey, however, found a weak negative association between union presence and organisational change / new investments, arguing that good industrial relations was more significantly associated with organisational reform than union presence. Australia had a relatively centralised industrial system in 1990. By 1995, enterprise bargaining was widespread in Australian workplaces (Morehead, et al. 1997) . Thus the emergence of a stronger 'voice' effect in the recent survey may be associated with the move to a more decentralised industrial relations system.
The failure to find a similar positive 'voice' effect in the Illawarra, together with the somewhat higher level of union delegate workplaces and lower incidence of overall organisational change, particularly in relation to workplace structures may reflect unique aspects of the industrial relations climate in that region. However, it is not possible to conclude that union action retarded organisational reform in the region from this data.
Involvement and Participation in the Organisational Change Decision
Union presence appears to have had a positive impact on the incidence of non-technological organisational changes in Australia as a whole but no significant impact on these organisational changes in the Illawarra. The involvement of different worker representations with decisions to introduce organisational change in the Illawarra compared with Australia is shown in Table 4 . The organisational change decision was rarely made by employees or their union representatives in either Australia or the Illawarra. Union delegates and officials had a significant input into these decisions more frequently in Australia as a whole compared with the Illawarra. Consequently, the proportion of union delegates either consulted or informed in the Illawarra was higher than the Australian average, while the proportions not informed were similar. The Latrobe Valley study also found higher than average proportions of union delegates being consulted or informed on these changes than in Australia in 1990 (Gough & Pullin 1996) . Full-time union officials, however, were overall less involved in the organisational change decisions in the Illawarra relative to the Australian average. The proportion of employees affected by the change and having a significant input was similar for both areas. By contrast, the employees affected by the change were more frequently consulted rather than being informed in the Illawarra than the Australian average. These data suggest that there may be a stronger tendency in the Illawarra to negotiate organisational change with employees directly and to exclude union representatives, particularly full-time officials compared with Australian trends.
The types of discussions held on the introduction of organisational change in the Illawarra and Australia are shown in Table 5 comparing workplaces with union delegates with all workplaces. Looking first at all workplaces, there was a lower intensity of negotiation in the Illawarra than the Australian average, except for informal discussions with employees. A similar pattern was found when comparing types of discussions in workplaces with delegates in the Illawarra with Australia. In both Australia and the Illawarra, discussions and / or meetings with employees was the most common type of consultation. While discussions with union delegates and full-time union officials was more common in workplaces with union delegates, the incidence of this form of consultation in the Illawarra was well below the Australian average. There was a relatively low incidence of discussions in Joint Consultative Committees (JCC) regionally and nationally, with these also more likely to be established in workplaces with union delegates. The Latrobe and Hunter studies found that there was a higher incidence of formal consultative committees in these regions relative to Australia in union-delegate workplaces (Alexander, et al 1996 , Gough & Pullin 1996 . However, their use in Illawarra workplaces was lower than the Australian average. Specially constituted committees also occurred relatively more frequently in delegate workplaces. These data indicate that formal types of discussions occur more frequently in workplaces with union delegates. Informal discussions with employees affected by the change occur slightly less frequently in delegate workplaces. Workplaces with delegates were more likely to have no discussions than the average in the Illawarra, implying some attempts to avoid discussions with unions may be associated with the introduction of organisational change in this region.
The type of discussions held in association with each type of organisational change are shown in Table 6 . In both Australia and the Illawarra, formal meetings with employees was the most common form of consultation for all types of changes except the introduction of new plant, machinery and equipment where informal discussions with employees was the most common mechanism in both areas. Joint consultative committees were more frequently used in the Illawarra in association with the introduction of new office technology and over changes to the nature of work, but less frequently for the introduction of new plant and equipment and workplace restructuring. Special committees were more frequently used to negotiate workplace restructuring and changes to the nature of work in the Illawarra. Discussions with union delegtaes and full-time officials occurred more frequently in the Illawarra than Australia for most types of organisational change, although in many cases the differences are very small. Union representatives were much more significantly involved in negotiations over the introduction of new technology in the Illawarra than the Australian averages. However the pattern of regional union involvement in workplace restructuring and changes to the nature of work were very similar to those found in Australia as a whole.
As shown in Table 7 , overall national and regional managers rated similar proportions of each negotiating group as resistant or strongly resistant to change. However, Illawarra managers regarded all negotiating parties as less 'strongly resistant' to change than did Australian managers on average. Illawarra managers also regarded a higher proportion of employees affected by change as 'resistant' and a lower proportion 'in favour' than the Australian average. It is interesting to note that Illawarra managers more frequently regarded union delegates and full-time union officials as 'neutral' or 'resistant' rather than 'in favour' of change compared with the Australian average. Overall, these data indicate that the pattern of consultation and organisational change was similar in both the Illawarra and Australia, although the incidence of consultation was lower in this regional area. There is a strong preference by managers to negotiate organisational change directly with employees throughout Australia but this was even stronger in the Illawarra. While they regarded employees directly affected as more resistant to change than union delegates and officials, these managers still appeared to prefer to negotiate directly with employees on these issues as they also saw this group as being more in favour of change than union representatives. These results suggest that more direct forms of involvement and participation are likely to be found in the Illawarra.
ORGANISATIONAL CHANGE AND CONSULTATIVE PROCEDURES
The discussion in the previous section suggests that there were some discernible differences in the pattern of employee involvement and participation in the Illawarra relative to the Australian average. There appears to be a stronger preference by Illawarra managers for direct negotiation mechanisms rather than representative mechanisms. Consequently, a further analysis of the relationships between organisational change and the use of different mechanisms in the two surveys was undertaken using the logistic model within Probit regression analysis.
Probit analyis is preferred when the explanatory variables are binary. The logistic procedure is generally preferred when using observational data.
Previous studies of the relationship between the incidence of organisational change and union presence have been undertaken using probit or logit regressions, for example Machin and Wadhwani 1991 , Drago and Wooden 1992 , Nunes, et al. 1993 . This study uses a similar methodology to those studies. However the main area of concern is the relationship between the introduction of each type of organisational change and the types of employee involvement or participation mechanism used, rather than union presence per se. A separate set of models were run for unionised (union-delegate) workplaces to identify whether different patterns of participation operated in such workplaces.
In this study the dependent variables are the introduction or not of each of four types of organisational change; new office technology, new plant, machinery and equipment, workplace restructure, or changes to how work is done. These reforms are treated as being independent, although workplaces often introduce more than one change as shown in table 2(b). Observed correlations between all variables were low, being between 0 and .3. The relationship between each of these reforms and two types of direct mechanisms (informal discussions and formal meetings with employees) and two types of representative mechanisms (joint consultative committees and special committees) were analysed using logit regression. For union-delegate workplaces, the relationship between each organisational change and discussions with union delegates and union officials was also analysed. All dependent and independent explanatory variables are binary. Overall, a positive relationship between each of the mechanisms and each type of organisational change would be expected. For the issues under analysis in this study, the t-value test of the significance of the relationship is of relevance rather than the actual value of the coefficient.
Illawarra Results
Logit results for the Illawarra region are shown in Appendix I. In Model I, the relationship between consultation and organisational change for all workplaces was tested.
There was a significant positive relationship between the introduction of new office technology and holding formal meetings with employees but also a significant negative association between the establishment of joint consultative committees and the introduction of new office technology. It was noted earlier that the Illawarra had a relatively low incidence of new office technology (Table 2a ) but used joint consultative committees when negotiating its introduction more frequently than the Australian average (Table 6 ).
The relationship between the introduction of new plant, machinery and equipment and the various consultative mechanisms was much weaker. There was a weak positive relationship with holding informal discussions with employees and a weak negative association with formal meetings with employees. These results thus provide some support for the apparent preference among Illawarra managers to negotiate directly with employees over organisational change rather than through worker representatives, at least in relation to technological change decisions.
Workplace restructuring was identified as the type of organisational change which has most impact on workers. Thus it is not surprising that it was associated more significantly with most types of consultation. There were significant positive relationships between workplace restructuring and formal meetings with employees and discussions in special committees. This indicates that the involvement of workers in the decision has a significant impact on the introduction of this most difficult type of organisational change. However, again there was a negative relationship between workplace restructuring and the use of joint consultative committees, suggesting that the discussion of this type of change in general committees in conjunction with other workplace issues may retard its introduction.
Changes to the nature of work or the way in which non-managerial work is organised is the area most traditionally of concern to workers and union representatives. It is frequently associated with the introduction of new technology and workplace restructuring. There was a weak significant positive association between introducing changes to the organisation of work and formal meetings with employees and a stronger positive relationship with discussions within joint consultative committees. Thus, in this traditional area of industrial relations concern, the involvement of worker representatives through discussions in general committees appears to have assisted change.
To test the influence of an active union presence in the workplace on these variables, further analysis was conducted using only those workplaces which had union delegates. These results are shown in Model II of Appendix I. There was a weaker positive relationship between the introduction of new office technology and holding formal meetings with employees. There was a weak negative association between discussions with union delegates and this type of change. However the effect of discussions in joint consultative committees which often involve union supported worker representatives or officials, although still negative, was no longer significant. There were no significant associations between the introduction of new plant, machinery and equipment and consultation mechanisms in delegate workplaces. These results thus provide no substantial evidence that discussions with union officials retarded the introduction of technological change in Illawarra workplaces.
In relation to workplace restructuring, the impact of discussions in formal meetings with employees and joint consultative committees became insignificant in union-delegate workplaces. However, the positive influence of holding discussions in special committees remained significant as in Model 1. The impact of holding discussions with union delegates and union officials were not significant. These results provide some support for the use of representative mechanisms, focused on the particular issue, when dealing with difficult issues. Changes to the nature of work were less associated with formal consultation in union-delegate workplaces. In this case, discussions with local workplace union delegates had the only significant positive association with this type of organisational change. Overall, discussions with union delegates and / or full-time officials appear to have had little effect on the introduction of organisational change in the Illawarra. Discussions with delegates had a weak negative effect on the introduction of new office technology but a strong positive effect on changing the organisation of non-managerial work. Discussions with union officials had no significant impact on any form of organisational change.
Australian Results
A similar analysis was conducted using the AWIRS 95 data with the results shown in Appendix II. Model III shows the relationship between consultation and organisational change for all workplaces and Model IV shows it for union-delegate workplaces only.
The Australian data showed a similar results to that of the Illawarra in relation to the introduction of new office technology. As in the Illawarra, formal meetings with employees was significant. Discussions in JCCs was also significant and negative but less so than for the Illawarra. However in Australia, discussions in special committees was the most significant positive impact on the introduction of new office technology while it was negative but insignificant in the Illawarra. In the Australian data, informal discussions with employees had a stronger positive association with the introduction of new plant and equipment than in the Illawarra while formal meetings with employees had a stronger negative impact in Australia. However discussions in JCCs had a highly significant positive impact on this type of organisational change in Australia. This implies that the introduction of new plant and equipment, which tends to be associated with secondary industry, is better negotiated formally within committees than directly with employees in Australia, a quite different result than from the regional data.
The introduction of workplace restructuring was highly significantly positively associated with formal meetings with employees, discussions in JCCs and special committees in the Australian data. This showed a very different impact from JCCs than in the Illawarra. Formal meetings, discussions in JCCs and special committees were all positively and significantly associated with the introduction of changes to the nature of work in Australia. This was similar to the Illawarra results except that discussions in special committees were not significant in that region.
The data for union-delegate Australia workplaces regarding the introduction of new office technology showed that formal meetings with employees were more significant than in all workplaces and JCCs became insignificant. Discussions with union delegates has a weak negative association in both areas. However, the Australian data shows a highly significant positive relationship between new office technology and discussions in special committees and a highly significant negative relationship with discussions with union officials, neither of which occurred in the Illawarra. There were also stronger associations between consultation and the introduction of new plant, machinery and equipment in Australia than in the Illawarra. The Australian data showed a highly significant positive relationship with discussions in JCCs but negative associations with formal meetings with employees. The impact of discussions with union delegates or officials was insignificant, as occurred in the Illawarra.
The Australian data showed highly significant positive relationships between workplace restructuring and discussions with union delegates and union officials and discussions in JCCs.
In the Illawarra, the only significant association was with discussions in special committees. The Australian data also showed a strong positive relationship between changes to the organisation (nature) of work and discussions with union officials, JCCs and, to a lesser extent, union delegates. Informal discussions and meetings with employees were also important. By contrast, discussions with union delegates was the most important factor in the Illawarra.
There were generally more significant and positive associations between the introduction of each type of organisational change and the various consultation mechanisms in Australia relative to the Illawarra for all workplaces. Informal discussions with employees affected by the changes were relatively unimportant in Australia as a whole, being significant only for the introduction of new plant and equipment and changes to the nature of work (delegate workplaces only). However, formal meetings were significant for all types of organisational change except workplace restructuring in delegate workplaces. Discussions in joint consultative committees were significant for all types of organisational change except the introduction of new office technology in delegate workplaces. Discussions in special committees were also significant for all organisational changes except the introduction of new plant and equipment and workplace restructuring in delegate workplaces.
Within delegate workplaces in Australia, discussions with union delegates and with full-time union officials was significant for all types of organisational change except the introduction of new plant and equipment. Discussions with union officials was generally more significant than with union delegates for each type of change. The impact of discussions with both types of union representatives was negative for new office technology but positive for workplace restructuring and changes to the nature of work. Committee mechanisms, which are likely to include union representatives or nominees in delegate workplaces, had a positive impact on the introduction of all types of organisational change where their impact was significant. Overall, discussions in special committees was less significant in delegate workplaces than they were for all workplaces. Discussions in JCCs were significant for all types of organisational change except new office technology in delegate workplaces, but were often less significant than for all workplaces.
CONCLUSION
Managers are involving workers in decisions to introduce organisational change to increase the speed with which such reforms can be introduced. Originally this process was associated with the introduction of new process technologies. More recently, workplace restructuring, changes to the organisation of work and the introduction of new office technologies have been the focus of attention. There has been interest in the research questions of whether the introduction of organisational change has been influenced by the types of participation procedures used and by the presence of unions in workplaces. It can be argued that if union activity is seen as resistant to organisational change, then (a) managers will prefer to use direct rather than representational forms of participation and (b) areas with high union activity will have lower levels of participation than average.
In this paper, these propositions were tested by comparing data from the general managers questionnaire of workplace industrial relations surveys undertaken in the Illawarra Region of NSW in 1996 with that from the 1995 Australian survey. The Illawarra is a traditional heavy industrial region with a reputation among the local business community for industrial militancy which may cause local managers to avoid consulting on organisational change with union representatives.
Initial analysis of the survey results confirmed that the Illawarra had both a lower incidence of organisational change and an overall lower incidence of all types of consultation except informal discussions with employees than the Australian average. The data did not indicate that organisational change occurred less frequently in workplaces with union delegates. However, there were some indications that employees were more heavily involved in decisions to implement organisational change than union delegates in the Illawarra compared with the Australian average. Further, analysis of the types of discussions held for each type of organisational change suggested that the pattern of negotiation was different in the Illawarra to that in Australia as a whole. Illawarra managers appeared to use direct mechanisms such as informal or formal meetings with employees directly affected by the change more frequently than the Australian average. There was also a higher involvement of union officials in all types of change in the Illawarra, which would reflect the strength of unionism in the region. Overall, Illawarra managers regarded union delegates, union officials and employees as more resistant and less in favour of organisational change than the Australian average.
These results presented a relatively complex pattern of consultation processes and attitudes to worker and union involvement in organisational change within the Illawarra region. In order to provide more insight into these processes, the data was analysed using probit regression in order to isolate specific relationships between each type of change and the different consultative procedures as shown in Appendices I and II. They confirm that there were generally less significant associations between the introduction of each type of organisational change and each type of consultative procedure in the Illawarra than for Australia as a whole and this was particularly the case for union-delegate workplaces. However, it did not support the proposition that the use of direct negotiation mechanisms were associated with the introduction of organisational change in the region. While formal meetings with employees does have a positive association with the introduction of most types of organisational change, discussions in joint consultative committees and / or special committees were often more significant. The exception was the introduction of new plant and equipment. Associations between the introduction of organisational change and different types of consultation were even more sparse when union-delegate workplaces were analysed. These results thus do not support the proposition that union activity in the Illawarra had retarded the introduction of organisational change. Rather, it suggests that, with a few mostly positive exceptions, union activity has had relatively little impact on organisational change in the region.
By contrast, the Australian data shows more frequent and much stronger associations between the introduction of all types of organisational change and the different consultative procedures. There were strong, positive associations between the use of worker representative types of consultation and each type of organisational change for all workplaces. Direct procedures were generally less significant. Thus the Australian data supports the use of consultative procedures when introducing organisational change and indicates that representative forms have a positive and more significant impact than direct forms. The relationships were similar but slightly weaker for union-delegate workplaces. Discussions with union delegates and especially union officials or in joint consultative committees, which often include union sponsored worker representatives in these workplaces, were the most significant forms of consultation in workplaces with an active union presence, except for the introduction of new office equipment.
Thus, while there is evidence from both the Illawarra and the Australian surveys that direct discussions with employees directly affected were held more frequently than discussions with worker representatives in committees or with union representatives for all types of organisational change, this analysis suggests that direct consultation procedures are less effective as a means of introducing change. Representative forms of consultation and participation are consistently more positively associated with change in the Australian survey data. The analysis did support the argument that a region with a heavy union presence such as the Illawarra had lower levels of effective consultation and participation in organisational change. This may reflect the local preference for direct discussions with employees rather than using representative forms of consultation. While there were relatively high levels of involvement by union delegates and union officials in discussions in the Illawarra, their impact on organisational change decisions, either positively or negatively, was relatively small. In the Illawarra, as in Australia, representative forms of participation had stronger positive associations with change than did direct consultation. 
